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EXECUTIVE SUMMARY 

INTRODUCTION 

The purpose of the U S Agency for International Development (USAID) Egyptian 
Antlqu~tles Fund (EAF) grant to the American Research Center in Egypt, Inc (ARCE), is to 
provide support to ARCE in its efforts to administer a program to restore and/or preserve 
Pharaonic, Coptic, Islamic, and other Egyptian antiquities In the last year of the current 
grant agreement, USAIDIEgypt contracted with TvT Associates, Inc , to conduct a technical 
evaluatlon of the grant program 

The scope of work called for providing data and examples indicating both the impact of 
the direct efforts to restore and preserve the monuments through the management of the 
subgrants, as well as indlrect efforts to train Egyptian antiquities inspectors in field work and 
museum management Accordingly, suggestions and recommendations are made for USAID's 
and ARCE's roles and relationships during the post-grant period (November 1, 1998, through 
March 31, 2005) during which ARCE will use the remainder of the grant funds to complete 
the ongoing subgrant activities 

EVALUATION METHODS 

The technical evaluatlon of ARCE's Egyptian Antiquities Project (EAP) was conducted 
by a three-person team consisting of a restoration architect, a financial expert, and a 
management consultant over a 2-week period (March 8-21, 1998) Site visits were conducted 
in Luxor and numerous sites in and around Cairo, subgrantees were interviewed at their 
respective sites Written records at USAID, ARCE, and the CIB were reviewed and 
interviews were conducted with both USAID and ARCE officials The level of progress at 
sites not visited was assessed by reviewing ARCE's records, statements, and reports, as well 
as those of USAID personnel familiar with the subgrant activities 

Durlng the grant period under study, from November 3, 1993 through October 3 1, 1997, 
all 40 subgrants had been approved by ARCE and its interagency committee Funds expended 
to date constitute approximately 12 percent of total grant funds of the U S $15 million 
ava~lable in the grant As of October 31, 1997, 20 percent of the funds committed for 
subgrant activities had been disbursed (subgrant expenditures are better indicators of progress 
in subgrant implementation than are grant expenditures) Many Cycle Two and Three projects 
are scheduled to begin in the next few months This should help in the implementation and 
expenditures on the Cycle Two projects, where the apparently Improved cooperation and 
efficiency on the part of the Egyptian Supreme Council for Antiquities (SCA) in issuing 
permlts and securlty clearances should accelerate the rate of expend~ture 



MANAGEMENT OF THE TRAINING PROGRAMS 

ARCE's primary objective is physical conservation, not institutional development, its 
training programs appropriately reflect the development of skills and knowledge of Egyptian 
inspectors in these areas The trainlng provided was field-orlented and very intensive During 
hands-on excavation training, participants learned the rigors and techniques of physical labor 
Management training included the guidelines for restoration Former participants were not 
interviewed durlng this assessment, therefore, it is difficult to determine any changes in 

knowledge, skills, or attitudes produced by the training There are, however, interesting 
anecdotes indicating that former participants are act~vely trying to improve standards, are 
training their staffs, and are working with ARCE on various projects 

STATUS OF SUBGRANTS 

To date, all 40 subgrants have been approved These projects are concerned with the 
following activities preservation, restoration, and conservation (23 projects), documentation 
(14 projects), training projects (6 projects), adaptive re-use (2 projects), feasibility studies (2 
projects), equipment procurement (2 projects), and, site presentation, mapping, and 
publ~cation (4 projects) Six projects have been completed (three each in Cycles One and 
Two) Of the remaining 11 projects in Cycle One, 7 are ongoing and 4 are delayed, due to 
various reasons, including lack of SCA or other official approvals and clarification of the 
necessary work Of the 14 remaining Cycle Two projects, 8 are ongoing (1 is near completion) 
and 6 are delayed, due to prior commitments of the project director, lack of approvals from 
the SCA, and waiting for responses for clmfication from subgrantees about their proposals 
or budgets Many of the delays will be alleviated because of improved cooperation with SCA 
and the new SCA chairman Regarding the delays related to university settings, EAP needs 
to continue to invest substantial tlme, energy, and patience in working with academics to 
explain, clarify, and negotiate before the subagreement is signed This approach facilitates 
the smooth operation of the subgrant once the activit~es have begun, so that only monitoring 
functions (site inspections, revlew of progress reports) are required by EAP staff EAP staff 
could try to broaden their search for experts outslde the university community The Cycle 
Three projects, having just been selected in July 1997, are on schedule ' ARCE and USAID 
appear to be in agreement that ARCE should eliminate the projects with serious 
implementation problems in order to conserve management level of effort The change to the 
Maimonedes Synagogue in Cairo establishes a precedent for this action 

The status of the subgrants is based on tnformation obtmed by cornmumcation with ARCE (June 10 1998) 
Three &honal subgrants have changed status from "plannedn to 'ongomg" smce the tune of the site vrsits but are 
shown m annex D as planned Coptlc Area, W Fllters, and Bab Zuwella 



PROGRESS AND TECHNICAL QUALITY OF THE PROJECTS 

ARCE is doing an excellent job under difficult circumstances The pace of implementing 
the subgrants is slow due to several factors whlch were anticipated at the project's start the 
process of selecting projects and finding experts who are capable of and available to carry out 
lengthy restoration and preservation work according to internationally agreed upon standards 
Other factors whlch have influenced the progress of the projects are controlled by the Egyptian 
government, such as granting security clearances, site permits, and licenses 

Based on the site vlsits, discussions wlth project staff, and review of project materials, it 
is llkely that the projects currently chosen will be completed by 2005 The technical qual~ty 
of the work performed is in accordance wlth the Venlce and Lahore charters, that is, with 
recognized standards In the field of restoration of medieval and Islamic antiquities (ARCE 
is considering establishing a procedure using selected criteria to determine reprogramming of 
funds or reselection of projects In the few cases in which project implementation does not seem 
llkely The primary cause of the delays has been the long periods of tlme requlred to obtaln 
SCA approvals, materials, permlts, and security clearances To a lesser extent, the nature of 
the work requires the recruitment of hlghly specialized experts, many of whom have prior 
academlc commitments ) 

QUALITY OF TRAINING AND INSTITUTIONAL DEVELOPMENT 

Although training and institutional development are not the prlmary objectives of the EAP, 
the ~ndividualized, highly intenswe tralning has been conducted to professional standards 
Eighty-elght participants from SCA were tramed during Cycle One in the Field School (64) 
and Museum Management (24) programs Another 100 participants are projected to be taught 
in Cycle Two In courses in conservatlon education (25) and cultural resource management 
(75) On-the-job training has been completed at four projects in docurnentatlon, monitoring, 
and conservatlon, is being provided in these areas as well as in preservation and restoration 
at eight additlonal sites, and, IS planned for at six sltes (three additlonal s~tes) By the end of 
the grant penod, 38 individuals will have received on-the-job training in ongoing projects 
Based on thelr post-tralnlng comments, the participants were enthusiastic about the value of 
training and have plans to tram their own staffs In the skllls and knowledge they acquired 
On-the-job training is being continued on project sltes to transfer skills effectively 

GRANT MANAGEMENT AND FINANCIAL SYSTEMS 

ARCE staff members, who are Amencan, Egyptian, and other nationalities, appear to be 
highly competent Excluding any major and currently unforeseen problems, ARCE should be 
able to complete the projects by March 2005 ARCE is conslderlng cancelmg two or three 
problematic projects and increasing staff, which should help to alleviate the management 
burden The existing financial reporting system is powerful, well-controlled, and monitored 
regularly 



RECOMMENDATIONS 

It would be advantageous to both ARCE and USAID to extend the grant an additional two 
years, from 1998 to 2000 

US AID prov~des ARCE w ~ t h  oversight and prestlge as well as mvaluable support and 
assistance in subgrant implementation An extension would provide opportunities for 
USAID to help implement improvements, review the budget, plan for the post-grant 
period, made decisions about grant reallocation of funds for projects whlch have serious 
implementation problems, and make any other changes in the grantee's management 

At the time of the extension, it would be useful for USAID, as an oversight management 
tool, to review ARCE's budgets and project descriptions Annual summaries of existing 
time Ilnes, presently available internally in ARCE, should be shared with USAID 

As ARCE is planning, training should be expanded to assist SCA Inspectors and other 
staff in Increasing their skills in physical conservation through field work, training in 
museum management, and in the adaptive and ecological use of sltes 

ARCE should hold monthly management meetings to discuss financial reports and 
monthly results A narrative description of monthly h~ghlights and variances to revised 
relevant budgets/forecasts should be provided Quarterly and monthly reports should be 
enhanced 

ARCE should be encouraged to further develop, refine, and discuss with USAID a 
procedure that would enable the cancellation of projects to ensure that the grant will be 
completed on time 

RECOMMENDED ROLES FOR USAID DURING THE PROPOSED EXTENSION 
1998-2000 

1 USAID and ARCE would have the opportunity to negotiate and define in writing the roles 
and responsibilities of USAID, ARCE, and CIB during the post-grant perlod 

2 ARCE should try to resolve any major implementation issues, that is, any issues seriously 
delaying any subgrant 

3 USAID would receive annual reports from ARCE 

4 ARCE should present a plan to USAID, including revised time lmes and budgets, that 
show how all of the subgrants will be completed by 2005 
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5 USAID and ARCE would recelve quarterly reports from CIB 

6 USAID would continue its membership on the Ant~quities Fund Project Committee 
(AFPC), the interagency committee, wh~ch would change its role from project approval 
to reviewmg and discussing the implementation of the projects annually An annual 
meetlng with ARCE's project director would be useful, also 

7 USAID should continue to intervene on behalf of ARCE with the government of Egypt 
to resolve Issues that may delay subgrants, such as approvals, clearances, licenses, or 
permlts 

RECOMMENDED ROLES FOR USAID DURING THE POST-GRANT PERIOD. 2000- 
2005 

1 The CIB should subm~t annual reports to USAID, who would share the results wlth the 
members of the AFPC 

2 ARCE should continue to make the subgrant project sites avadable to USAID officials, 
AFPC members, other donors, and offic~al guests of USAID for vls~ts whenever ~t is 
requested by USAID ARCE senior staff and contractors should be available to explain 
and discuss the nature of the projects as well as their progress In completlng them 

3 USAID should contmue its overs~ght function of th~s project 

It is In the common Interest of ARCE and USAID to cooperate closely not only in 

reporting on and record keepmg of the progress of the subgrants, but also on the use of this 
project as a showcase of the work wh~ch can be ach~eved in terms of phys~cal restoration as 
well as m demonstrating how a donor can use a project to attract other donors and resources 
to aid in the preservation of world-renowned monuments 



The purpose of the U S Agency for International Development (USAID) Egyptian 
Antiquit~es Fund (EAF) grant to the American Research Center in Egypt, Inc (ARCE), is to 
provide support to ARCE in its efforts to administer a program to restore and/or preserve 
Pharaonic, Coptic, Islamic, and other Egyptian antiquities In the last year of the current 
grant agreement, USAIDIEgypt contracted with TvT Associates, Inc , to conduct a technical 
evaluation of the grant program 

The scope of work (see annex A) called for providing data and examples indicating both 
the impact of the dlrect efforts to restore and preserve the monuments through the management 
of the subgrants, as well as indirect efforts to train Egyptian antiquities inspectors in field 
work and museum management Accordingly, suggestions and recommendations are made 
for USAID7s and ARCE7s roles and relationships during the post-grant period (November 1, 
1998, through March 31, 2005) auring which ARCE will use the remainder of the grant funds 
to complete the ongoing subgrant activities 

More specifically, the followmg questions posed in the evaluation scope of work were 
addressed 

What is the progress of the subgrants in light of the or~ginal schedules' Are 
they likely to be completed by 20053 

What is the technical quality of the work being carried out by ARCE and its 
subgrantees7 

What are the causes of the delays, to what extent are they specific to 
individual projects, and to what extent are they symptomatic of 
administrative, political, and cultural factors? 

What is the quality of the training and institutional development prov~ded 
under the Program 1 subgrants? What is the impact of this training on 
performance on the job by the former trainees? 

Is the grant management system adequate, including the capacity of the 
exlstlng staff to manage and complete the implementat~on of the exlsting 40 
subgrants by the year 20057 

Are the existing financ~al reporting systems and budgets by ARCE and the 
Commercial International Investment Bank (CIB) trust account effic~ent and 
adequate? 



How can ARCE's management and financial systems for the post-grant period 
be improved? This includes reporting schedules and the continued role of 
USAID and of the EAF committee, as well as suggestions for mproving the 
overall pace of implementation 

EVALUATION METHODS 

The techn~cal evaluation of ARCE's Egyptian Antiquities Project (EAP) was conducted 
by a three-person team consisting of a restoration architect, a financial expert, and a 
management consultant over a 2-week period (March 8-21, 1998) Site visits were conducted 
in Luxor and numerous sites in and around Cairo, subgrantees were interviewed at their 
respective sltes Written records at USAID, ARCE, and the CIB wzre reviewed and 
interviews were conducted with both USAID and ARCE officials Annex B provides the 
pelsons contacted, annex C contains the br~ef  interview protocol used The level of progress 
at sites not visited was assessed by reviewing ARCE's records, statements, and reports, as well 
as those of USAID personnel familiar with the subgrant activities 



11. HISTORY AND PROJECT RATIONALE 

As noted in the original grant agreement (USAID Grant No 263-0000-G-00-3089-00) and 
clearly evident from the site visits, the monuments and antiquities of Egypt are indeed in 
crisls While they are extremely important as cultural and economic resources, they are also 
major attractions for tourists, who reportedly spend as much as $3 billion annually in Egypt 
However, the economy of Egypt currently has many other priorities which come before the 
costly maintenance of fragile antiquities Both bilateral and multilateral donor assistance has 
been and remains necessary for the foreseeable future 

International attention to the need to preserve at least some of the most significant of the 
monuments has been growing, especially since the initiation of this grant ARCE is not alone 
in leading ths effort, but has performed an important function in leveraging additional funds 
and attention on the plight of the Egyptian antiquities from other international sources 

As summarized in annex D, 40 subgrants or projects were chosen for implementation 
under the grant Although three fourths of the projects are devoted to the documentation, 
restoration, and preservation of Egyptian antiquities, some of the projects focus on training1 
institutional development activities, a few are concerned with feasibility studies, mapping, and 
equipment purchases for laboratories 

During the grant period under study, from November 3, 1993 through October 3 1, 1997, 
all 40 subgrants had been approved by ARCE and its interagency committee Funds expended 
to date constitute approximately 12 percent of total grant funds of the U S $15 million 
available in the grant As of October 31, 1997, 20 percent of the funds committed for 
subgrant activities had been disbursed (subgrant expenditures are better ind~cators of progress 
in subgrant lmplementation than are grant expenditures) Many Cycle Two and Three projects 
are scheduled to begin in the next few months Thls should help in the lmplementation and 
expenditures on the Cycle Two projects, where the improved cooperation and efficiency on 
the part of the Egyptian Supreme Council for Antiquities (SCA) in issulng permits and security 
clearances should accelerate the rate of expenditure Figures 1 and 2 on the following pages 
show the projected rate of expenditure anticipated for the next few years as the trust fund 
account is depleted 

On August 8, 1996, a no-cost amendment to the grant was slgned to clarify operational 
procedures in the management of the grant and to extend the grant two years, through October 
1998 

The current ARCE project has attracted considerable attention from other donors interested 
in documenting and restoring Egyptlan monuments The Netherlands, Italy, the U S 
Information Serv~ce (USIS), and the International Institute of Education have contributed a 
total of LE 793,000 (U S $233,325) in funding for several projects The EAF grant has also 



Operatmp. Expenses 
Program Expenses 

figure 1 
OPERATING AND PROGRAM EXPENSES 

E;l Operahng Expenses 
Wrogram Expenses 

* The EAF has enough moflies to spend to reach the year 2005 

* Although the average actual expenditures for the first 4 grant years (1993-97) have been LE 1 6 and 1 9 million for 
operating and program expenses, respectively, the remaining period shows an aggressive spendmg estimate 
averag~ng LE 2 5 and 6 million for operating and program expenses, respectively 



Figure 2 
PROJECTED FUND BALANCE IN MILLIONS 1998 - 2005 

Fund Balance 1998 1999 2000 2001 2002 2003 2004 2005 
~n Millions, Egyphan Pounds 43 38 5 32 4 26 19 13 6 5 0 

/ -c Fund Balance 1 

* Funds are assumed to be sufficient to complete the operating and program expenses for EAP 
* The decline in the balance over time assumes the followmg 

An increase in spending with an annual average of LE 2 5 and 6 million, and, 
A conservative estimate of an interest rate of 8 percent on the grant 



attracted additional funding from other USAID activities, including LE 7,820 million (U S 
$2 3 million) under the Gore-Mubarak Partnership for Sustainable Growth and Development 
These projects include work at the Pharaonic Tomb of Set1 I In the Valley of the Kings, the 
Ottoman Fort at Quselr, and two Coptic monasteries in the Eastern desert In Medieval Calro, 
the EAF grant attracted another separate USAID $2 2 million infrastructure project which will 
upgrade a sewer mam and install tile drainage around one of the mosques This project w~l l  
considerably help in dewatering the area around Bab Zuweila and a number of subgrants in 
the area will benefit In Coptic Cairo, the EAF grant attracted an additional USAID $4 1 
million infrastructure project (separate from the EAFgrant and the project noted above) which 
will upgrade some of the sewer networks and install tile drainage around some of the 
important monuments in Coptic Cairo Thls project will cons~derably help in dewatermg 
Coptic Cairo 
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m PROJECT COMPONENTS 

GRANT MANAGEMENT AND FINANCLAL SYSTEMS 

As a matter of general policy established In the original grant agreement, the program of 
restoration and preservation encompasses all periods of antiquities found in Egypt, such as 
Pharaonic, Coptic, Islamic, Graeco-Roman, and others The complete list of subgrants 
displayed in annex D shows that these activities represent all of these time periods The 
decision to represent these periods has affected the overall pace of project implementation 
because some subgrants, related to a particular period, requlre the application of resources 
which are much more difficult to procure than others In addition, some periods, such as the 
Pharaonic, demand more attention than others because of problems with permits and 
clearances from the government of Egypt, a factor which has contributed greatly to delays in 
the progress of grant activities 

ARCE generally tries to choose projects which are likely to be clustered, such as in 

Islamic Cairo or the Valley of the Kings, and where there is not another restorer already 
working on the site (With approximately 600 monuments available in Egypt, the latter is 
usually not a problem ) In retrospect, ARCE senlor staff members reported that they would 
have selected fewer than 40 projects that encompassed a variety of restoration types 
techniques, and historic periods (See annex E for additional d~scusslon of project sites ) 

GRANT SELECTION AND APPROVAL PROCESS 

ARCE begins the solicitation process by advertising the ava~lability of requests for 
proposals (RFPs) in both weekly and daily newspapers Announcements are also made in 
ARCE's own newsletter which is sent to ARCE consortium institutions, in other specialist 
newsletters, in the Commerce Business Daily, and to all individuals and institutions that have 
expressed interest 

All proposals received withm the deadline are reviewed for completeness and 
responsiveness by a team composed of the ARCE technical director, the EAP project director, 
and the EAP grant administrator, with the latter serving as recorder of the various judgments 
of the merlts of the proposals The proposals are then revlewed by the ARCE Oversight 
Committee (in the Un~ted States) The EAP project director prepares a presentation of the 
projects for the Egyptian Supreme Council for Antiquit~es (SCA), with whom he meets to 
dlscuss the projects Preliminary approval is received from the SCA on selected proposals 
ARCE submits the selected proposals to the Antiqultles Fund Project Committee (AFPC) an 
Interagency committee composed of a member from the U S Information Service (USIS) and 
the Library of Congress, and three members from USAID The committee then reviews and 
approves the proposals and transfers funds to a trust fund established at the Commercial 
International Investment Bank (CIB) At the final stage, there are techn~cal reviews of the 



projects by ARCE's technical director and other key technical staff, correspondence with the 
selected grantees is initiated to obtain any additional necessary information ARCE negotiates 
with the subgrantees, approved subprojects are submitted to the SCA for Permanent 
Committee approvals and securlty clearances (Annex F contains a listing of the types of 
subgrant projects, the number of proposals received, and subgrants selected ) 

The solicitat~on process appears to be fair and to result in the selection of important 
activities and competent subgrantees ARCE works withln a comprehensive set of rules, 
regulations, guidelines, and safety checks whlch are necessary because of ~ t s  position as a 
foreign organization and the host country's protectiveness of its ancient treasures 

The delays in signing new subgrants and implementing activities on approved projects are 
due primarily to political and manager~al causes Obtaining site permits, approvals, and 
security clearances as well as arranging for experts who need to mesh their academic workload 
with the grant's timetable has created scheduling difficulties on several of the projects In 
addition, climatic conditions have contributed to work delays (Before clearances are 
authorized, all aspects of the subproject need to be arranged and ready for implementation, 
including equipment, personnel, climate ) 

The amount of time required for review of the subgrants in New York by ARCE's own 
committee has also contributed to the delays as well as the considerable amount of time 
required to recruit qualified conservation specialists, archaeologists, architects, and other 
monument restorers Many of the techn~cal experts have prior work commitments and are not 
readily available, causing delays until adequate staffing can be obtained 

MONITORING AND SUPPORT OF SUBGRANTS 

To monitor subgrants ARCE prepares monthly reports showing the expenditures on the 
var~ous projects The reports list the projects by cycle with actual expenditures for the month 
and the year to date, showing the variance from the approved budget 

A work plan is prepared with major milestones and pay schedules for each subgrant 
project and is forwarded to the participating institution and subgrant director An advance of 
no more than 10 percent is given to the participating institution, with the remainder paid upon 
receipt of the project performance report from the grantee In cases where construction 
projects exceed $100,000, bonding is secured with the contractor 

In addition, the technical experts usually debr~ef ARCE's staff as they leave Egypt 
Because of the careful selection of the projects and experts, ARCE generally has carried out 
projects of very high caliber, meeting the high standards of both the Venice convention and 
the Lahore agreement on the restoration of Islamic monuments Provided that the SCA 



continues to approve security clearances in a timely manner and that ARCE establishes a 
procedure for el~mlnatlng or substituting the few projects whlch may not be able to be 
~mplemented, ARCE should be able to complete all of the projects by the year 2005 

ARCE9s quarterly and annual reports were found to be adequate, however, elaboration 
regarding the rate of progress to date on the subgrants as well as a general analysls of the 
causes of the delays m subgrant implementation and remed~al actlons to be taken were lackmg 

MANAGEMENT OF THE TRUST ACCOUNT 

Due to the unusual nature of thls project, which was anticipated from the beginning to 
require substantial initla1 funding as well as considerable tlme, a trust fund was established 
which a managed by the CIB Contrary to expectations, the CIB has not had a major role in 

the management of the grants but has concentrated on preparing monthly reports on movement 
in the accounts, whlch are routinely sent to ARCE and USAID This is primarily true because 
ARCE has been managmg the subgrants ~tself Desp~te the fact that ARCE IS managing the 
financial aspects of the grant well, glven the large amounts of fundmg whlch have been 
transferred, ~t would be appropriate to mamtain the CIB's reporting role over both the 
extension and the post-grant periods 

ARCE keeps its own books whlch usually approximate the CIB's balance at each monthly 
closing The differences can be accounted for by the fact that the CIB is a bank which can 
only reconcile what it has received, whereas ARCE Issues checks wh~ch have not always 
cleared the bank by month's end The CIB reports are very important to USAID, which uses 
them to monitor grant and subgrant expenditures The project's financial and budget actlvitles 
are discussed in greater detail in annex G 

MANAGEMENT OF THE BUDGETARY PROCESS 

The ARCE finance manager has demonstrated knowledge and competence in handling the 
EAF fund Controls are in place, the mon~tormg of the fund IS close and regular, and bank 
statement reconclliatlon is conducted monthly The record keepmg process is efficient and 
accountlng mformation IS readily available Examples of EAP's efficient ownership and 
concern about ~ t s  funds include successful negotiation with CIB on Increased rates for time 
depos~ts (attempting to obtain the USAID preferred rate) and an mcreased interest rate on the 
fund account 

The financial reporting system 1s very powerful, standard and custom reports are produced 
on a monthly basis to track activlty and ald in management dec~sion maklng The financial 
accountlng and reporting system is fully computerized, the flnance manager developed the 
system and is increasmg its use mnovatively in producing different types of reports It is 



evident that management is capable of handlmg the activity adequately In spite of the 
powerful reporting tools that are available for generating monthly reports, delays In producmg 
and subm~tting these reports make them less useful than they could be 

Budgets subm~tted to ARCE are based on current prlces and costs at the time of the 
subm~ssion of the proposal Cost analyses and detalled budget summaries are routinely 
prepared as part of the grant admlnistratlve review prior to discuss~ons and Issuance of 
subagreements ARCE EAP staff rout~nely reviews cycle program budgets for internal 
reallocation among projects, for example, some subgrant budgets were reduced during the cost 
analysis and the budget balances later reallocated The EAP budget is rev~ewed annually when 
a detaded budget w ~ t h  explanations of variances is submitted to USAID at the beg~nning of 
each calendar year 

The accounting and control system is efficient However, the budgets that are in the 
automated system do not always match the most current analyses and reviews conducted by 
EAP staff, causing the actual expend~tures to be at great variance with the budget figures ' 
Comparisons yield s~gnificant differences wh~ch make these comparisons less useful than they 
could be The gap between budgets and expenditures was seen by ARCE staff as due to 
difficulties encountered where there were serlous delays in obta~nmg permits and security 
clearances 

Both ARCE's own operating budget, as well as the subgrant budgets, are underspent 
Accord~ng to the most recent annual report (October 3 1, 1997) for the fourth grant year, only 
LE 1 6 million was spent out of a budget of LE 2 8 milhon for operations Consequently, 
ample funds appear to be ava~lable (LE 1 2 milhon) to complete the project (Over the 4-year 
grant period, operating expenses have averaged LE 1 6 m~llion and program expenses have 
averaged LE 1 9 million annually ) 

MANAGEMENT OF THE TRAINING PROGRAMS 

ARCE's prlmary objective is physical conservation, not inst~tutional development, its 
tralning programs appropriately reflect the development of skills and knowledge of Egyptlan 
inspectors in these areas The train~ng provided was field-oriented and very intenswe During 
hands-on excavation traming, participants learned the rigors and techniques of physical labor 
Museum management training included the guidelines for restoration (It is questionable 
whether lectures in English should be used, glven that some of the trainees appear to have only 
lim~ted knowledge of the language ) Trainees and Instructors res~ded together for 

'Smce the tlme of the site visit the EAP finance manager has revised the budgets the updated version of 
ARCE's cornputenzed accountmg software allows budgets to be entered for up to five years 



approximately one month, there is l~ttle doubt that instructors were aware of both needs and 
learning accomplishments of the participants 

As Indicated in annex H, 88 participants from SCA were trained durlng Cycle One in the 
Field School (64) and Museum Management (24) programs Another 100 participants are 
projected to be taught in Cycle Two in courses in conservation education (25) and cultural 
resource management (75) All of these projected courses will have their participants selected 
from the SCA On-the-job training has been completed at four projects in documentation, 
monitoring, and conservation, is being provided in these areas as well as in preservation and 
restoration at eight additional sites, and, is planned for at six sites (three additional sites) By 
the end of the grant period, 38 individuals will have received on-the-job training in ongoing 
projects 

ARCE's idea of sending a team of Egyptian archaeology inspectors for training In the 
United States and subsequently employing them as tralners and supervisors of other SCA 
Egyptian staff is a very good one which needs follow-up and implementat~on The goal is to 
give all relevant and concerned antiquities staff the opportunity to learn the skills, knowledge, 
and international standards of documentation, restoration, presentation, and adaptive use of 
monuments and sites 

Former participants were not interviewed during this assessment, therefore, it is difficult 
to determine any changes In knowledge, skills, or attitudes produced by the training There 
are, however, interesting anecdotes indicating that former participants are actively trying to 
improve standards, are training their staffs, and are working with ARCE on various projects 

According to the ARCE director, the suggestions made in the report, Traznzng Needs 
Assessment Approaches to Sustarnable Tounsm Demonstrated (July 1997), by Richard Hailer, 
are being studied by ARCE and USAID as a possible strategy for expanding the role and 
capacity of the SCA The report suggests a systematic approach to training antiquities 
inspectors in adaptive site use and in developing ecotourism 

STATUS OF SUBGRANTS 

To date, 40 subgrants have been approved These projects are concerned with the 
following actlvitles preservation, restoration, and conservation (23 projects), documentation 
(14 projects), training projects (6 projects) adaptive re-use (2  projects), feasibility studies (2  
projects), equipment procurement (2  projects), and, site presentation, mapping, and 
publication (4 projects) Six projects have been completed (three each in Cycles One and 
Two) Of the remaining 11 projects in Cycle One, 7 are ongoing and 4 are delayed, due to 
various reasons, including lack of SCA or other official approvals and clarification of the 
necessary work Of the 14 remaining Cycle Two projects, 8 are ongoing (1 is near 



ASSOCIATES 

complet~on), and 6 are delayed, due to prlor comrnltments of the project d~rector, lack of 
approvals from the SCA, and waitlng for responses for clarification from subgrantees about 
thelr proposals or budgets Many of the delays wlll be alleviated because of Improved 
cooperation wlth SCA and the new SCA chairman The Cycle Three projects, having just 
been selected In July 1997, are on schedule 

ARCE and USAID appear to be in agreement that ARCE should eliminate the projects 
with serious implementat~on problems in order to conserve management level of effort The 
change to the Maimonedes Synagogue in Cairo establishes a precedent for thls actlon 

2The status of the subgrants IS based on lnformatlon obtalned by cornmmcatlon w~th ARCE (June 10, 1998) 
Three add&otIal subgrarrts have changed status from "plannedn to "ongomg smce the m e  of the site visits but are 
shown m annex D as planned Coptlc Area W Ffers, and Bab Zuwella 
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IV CONCLUSIONS AND RECOMMENDATIONS 

The results of USAID's grant, in addition to providing the orlginal fundmg, has been to 
enhance the prestige and visib~lity of ARCE as a premler documentation, restoration, and 
preservation organization in Egypt USAID also provides support for a range of project and 
overall issues USAID's suggestions and help have been important in project pol~cy and 
implementation, particularly w~th SCA security clearances and slte permits USAID also plays 
a useful role in attracting other donors to assist in solving the problems of preserving the 
antiquities of Egypt 

PROGRESS AND TECHNICAL QUALITY OF THE PROJECTS 

ARCE is doing an excellent job under difficult circumstances The pace of implementing 
the subgrants is slow due to several factors which were anticipated at the project's start the 
process of selectlng projects and finding experts who are capable of and available to carry out 
lengthy restoration and preservation work according to internationally agreed upon standards 
Other factors which have Influenced the progress of the projects are controlled by the Egyptian 
government, such as granting security clearances, site permits, and licenses 

Based on the slte visits, discussions with project staff, and review of project materials, it 
is llkely that the projects currently chosen will be completed by 2005 The technical quallty 
of the work performed IS in accordance wlth the Venice and Lahore charters, that is, with 
recognized standards in the field of restoration of medieval and Islamic antiquities (ARCE 
is considering establishing a procedure using selected criteria to determine reprogramming of 
funds or reselect~on of projects in the few cases in which project implementation does not seem 
l~kely ) 

The primary cause of the delays has been the long per~ods of tlme requ~red to obtain SCA 
approvals, materials, permits, and security clearances The delays have been serious in the 
past due to polltical factors The change in leadership should alleviate the severity of the 
delays and improve grant implementat~on To a lesser extent, the nature of the work requires 
the recruitment of h~ghly spec~allzed experts, many of whom have prior academic 
commitments Delays are also caused by the research administration in a university or college 
settmg, such as requestmg administrative clarificat~ons and supporting documentation/details 
regarding cost information EAP needs to continue to invest substantlal tlme, energy, and 
patlence in working wlth academrcs to explam, clarlfy, and negotiate before the subagreement 
is signed This approach facilitates the smooth operation of the subgrant once the activities 

have begun, so that only monitoring functions (site inspections, review of progress reports) 
are required by EAP staff EAP staff could try to broaden then search for experts outside the 
universlty communlty 



QUALITY OF TRAINING AM) INSTITUTIONAL DEVELOPMENT 

Although training and institutional development are not the primary objectives of the EAP, 
the ind~v~dualized, highly intenslve training has been conducted to professional standards 
Based on their post-training comments, the participants were enthusiastic about the value of 
trainmg and have plans to train their own staffs in the skills and knowledge they acquired 
On-the-job tralnlng is being continued on project sites to transfer skills effectively 
(Additional training will be conducted under the Development Training (DTII) program, a 
separate USAID project ) 

GRANT MANAGEMENT AND FINANCIAL SYSTEMS 

ARCE staff members, who are American, Egyptian, and other nationalities, appear to be 
hlghly competent Excluding any major and currently unforeseen problems, ARCE should be 
able to complete the projects by March 2005 ARCE is consider~ng canceling two or three 
problematic projects and increzslng staff, whlch should help to alleviate the management 
burden 

The exlsting financial reporting system is powerful, well-controlled, and monitored 
regularly With the updated accounting software, budgets have been revised to reflect actual 
expenditures 

Both ARCE's own operating budget, as well as the subgrant budgets, are underspent only 
LE 1 6 mllllon was spent out of a budget of LE 2 8 million for operations for the fourth grant 
year Based on the average operating expenses over the 4-year grant period, ample funds 
appear to be available to complete the project ARCE's operating expenses are reasonable for 
the type of project being conducted over the life of the project The operating costs have been 
high m the first four years in relation to program costs but will decrease significantly (by about 
half) for the duration of the grant perlod The 5-year grant operating budget consists of LE 
8 7 mlllion and the projected addition of LE 3 3 mill~on, which is interest Income The 
operations budget will continue to be funded through Interest income The lower the annual 
operations expenses, the longer ARCE's EAP staff can function and add monies to actual work 
on the monuments The remaining funds, including interest, are sufficient to cover projected 
operating expenses through the end of the grant in 2005, based on EAP7s projections 

RECOMMENDATIONS 

1 It would be advantageous to both ARCE and USAID to extend the grant an 
additional two years, from 1998 to 2000 



USAID provides ARCE w~th oversight and prestige as well as invaluable support and 
assistance in subgrant implementation An extension would provide opportunities for 
USAID to help Implement improvements, review the budget, plan for the post-grant 
period, made decisions about grant reallocation of funds for projects which have serious 
implementat~on problems, and make any other changes In the grantee's management 

2 At the tune of the extension, it would be useful for USAID, as an oversight 
management tool, to reFnew ARCE7s budgets and project descriptions Annual 
summanes of exlstmg tune lmes, presently available mternally m ARCE, should be 
shared with USAID 

The descr~ptions of the projects should be pore deta~led and specific, and whenever 
possible, more measurable than they currently are to monitor progress 

3 As ARCE is p l a m g ,  trammg should be expanded to assist SCA mspectors and 
other staff in increasing their skllls m physical conservation through field work, 
tralnrng m museum management, and in the adaptive and ecological use of s~tes 

Partic~pants of one training project should also be used on other projects to assist Egyptian 
antiquities inspectors in learning how to protect the sites and to make them ecolog~cally 
viable Additional trainers should be tra~ned, with perhaps increased use of bilingual 
instructors, manuals in Arabic which participants can take home to use in training their 
staff should be developed, and, behavioral objectives for training, along with post-course 
tests, should be developed in order to establish a record of what was retained from the 
course in terms of skills, knowledge, and attitudes The training programs also could 
benefit from the establ~shment of behaviola1 criteria by which to measure training 
outcomes Preparing the trainees In methodology as well as content would enable them 
to conduct seminars and workshops for the SCA staff, leading to upgrading of all the 
antiquities inspectors in Egypt It might be useful to combtne Hailer's suggestions with 
the training-of-trainers ideas noted above to create an initiative which could make a long- 
term mstitutional Impact on the Egyptian antiquities organization 

4 ARCE should hold monthly management meetings to discuss fmanclal reports and 
monthly results A narrative description of monthly hlghhghts and vanances to 
revlsed relevant budgets/forecasts should be provided Quarterly and monthly 
reports should be enhanced. 

ARCE's quarterly and annual reports should include additional mformatlon regardmg the 
rate of progress to date on the subgrants A general analysis of the causes of the delays 
In subgrant implementation and remedial actions to be taken should be added to the 
highlights and progress section of the report, deta~led analys~s would Improve the narrative 



on each subgrant in the section presenting the plans for the next grant year (It may not 
always be possible, however, to provide specific information ) A summary sheet showing 
the status of the subgrants (ongoing, delayed, completed), project cycle, and subgrantee 
should be added Summarized time lines for the subgrants showing progress on an annual 
basis and including the major stages of the subgrant should be added to this summary, 
also Because ARCE's automated system and Internal monitoring procedures contam 
subgrant and operating expenditures (planned versus actual), it would be useful for ARCE 
to submit this mformation with the annual report Dated annual reports should be 
submitted to USAID in a timely fashion, that is, within one or two months of the close 
of the project year Minor improvements regarding the general format/structure of the 
report ~nclude the addition of a table of contents and a division of the sections following 
the main body of the report (that is, the pictures, newspaper clippings, notlces about 
ARCE's lectures) into an annex 

5 ARCE should be encouraged to further develop, refine, and dscuss wlth USAID a 
procedure that would enable the cancellation of projects to ensure that the grant wlll 
be completed on tme  

A proposal for instituting such a procedure for canceling the most troublesome projects 
should be submitted by ARCE at the time of the proposed extension 

RECOMMENDED ROLES FOR USAID DURING THE PROPOSED EXTENSION 
1998-2000 

During this period, USAID's relationship with ARCE would not change dramatically 
The followmg actions are recommended 

USAID and ARCE would have the opporturuty to negot~ate and define m wnting the 
roles and respons~bht~es of USAID, ARCE, and CIB durmg the post-grant penod 

ARCE should try to resolve any major mplementat~on ~ ~ s u e s ,  that IS, any Issues 
seriously delaymg any subgrant 

USAID would recewe a ~ u a l  reports from ARCE 

ARCE should present a plan to USAID, mcluding revlsed tme  h e s  and budgets, 
that show how all of the subgrants wlll be completed by 2005 

The plan should include time lines that show the completion dates of the major 
components of the subgrants, and for delayed subgrants, the dates when major constraints 
will or should be overcome Thls plan would serve as a monltor~ng/plannlng tool durmg 



the post-grant period It would be updated annually as it would be the basis for the 
evaluation of the progress of subgrants in ARCE's annual report to USAID 

USAID and ARCE would receive quarterly reports from CIB 

USAID would contlnue its membership on the Ant~quities Fund Project Comrmttee 
(AFPC), the interagency comt t ee ,  whch would change its role from project 
approval to revlewlng and dlscussmg the unplementatlon of the projects annually 
An a ~ u a l  meetmg w~th  ARCE's project dwector would be useful, also 

USAID should contmue to mtervene on behalf of ARCE with the government of 
Egypt to resolve Issues that may delay subgrants, wch as approvals, clearances, 
hcenses, or p e m t s  

RECOMMENDED ROLES FOR USAID DURING THE POST-GRANT PERIOD 2000- 
2005 

1 The CIB should submt annual reports to USAID, who would share the results wlth 
the members of the AFPC 

Because USAID would have a strong interest in the work of its former grantee, which will 
still be spending USAID funds under the grant until 2005, it is suggested that the 
committee continue to meet annually ARCE would be invited to discuss progress as well 
as problems in implementing the projects approved under the grant Since the members 
of the committee would undoubtedly change over the years, this would also give the 
d~fferent agencies involved an Insight into t h ~ s  ~mportant activlty 

2 ARCE should contmue to make the subgrant project sites avallable to USAID 
officials, AFPC members, other donors, and official guests of USAID for vlsits 
whenever ~t IS requested by USAID ARCE seruor staff and contractors should be 
avallable to explain and &cuss the nature of the projects as well as them progress 
m completmg them 

This is particularly important because the nature of USAID is such that the U S staff 
members are frequently new to the project as well as to Egypt Therefore, their 
orientation to this long-term project becomes very important in order to maintain 
understanding and support for this project within the Mission in Cairo 
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3. USAID should contmue its oversight functlon of thls project. 

Gwen that this IS a high-cost, long-term project and one w~th high visibil~ty for both the 
general public and U S dec~sion and poi~cymakers, USAID's oversight funct~on appears 
to be very important not only to ARCE, but to USAID itself 

It is in the common interest of ARCE and USAID to cooperate closely not only In 

reporting on and record keeping of the progress of the subgrants, but also on the use of this 
project as a showcase of the work which can be ach~eved in terms of physical restoration as 
well as in demonstratmg how a donor can use a project to attract other donors and resources 
to aid in the preservation of world-renowned monuments 
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SCOPE OF WORK 

(from US AID) 



GI ant No, 263-0000-G-00-3089-00 
Attachment 1 

SCOPE OF WORK 

Technical Evaluation of the Egypt~an Antiqu~ties Fund Grant 

I BACICGROUND AND EAF GRANT DESCRIPTION 

PI olect Descn~tlon The Egyptmn Ant~qulty Fund (EAF) Grant purpose IS to promote 
preservation and restoration ot Egyptlan Antlqu~ties The total amount of the grant 1s L E 
30 4 ~n~lllon ($15 O nidl~on) and the Grantee 1s the Amencan Research Center In Egypt, Inc 
(ARCE), a non-protit U 5 ~nstltution The period ot the grant IS t~ve  years, November 3, 
1993 - October 31, 1998 Funds approved by USAID tor subgrants and operational expenses 
'ire deposited in a trust account under a Trust Agreement that extends after the EAF grant 
completion date to enable ARCE to complete all the activltles mtiated under the grant 
agreement The Trust Agreement termmation date IS March 3 1 ,  2005 

Under the EAF grant, ARCE designs and adm~n~sters a sub-grant prograin to conserve 
Egypt~an antiqu~t~es Plans tor sub-grant actlv~ties are organized In tundmg cycles prepared 
by ARCE The sub-grants in these tundlng cycles are elther actlvlties that have been 
proposed by ARCE In tlie~r origlnal proposal or rece~ved In a response to an open request for 
sub-grant proposals trom Egypt~an and U S academ~c/archeolog~cal lnstltut~ons The 
proposed plans are rev~ewed and approved by ARCE, the Egypt~an Supreme Council tor 
Antiqu~tles (SCA) and the USAIDJU S Embassy EAF Comm~ttee Once the funding cycle 
plan IS approved, USAID transfers the total estimated amount ot the tundlng cycle to a trust 
fund established at the Commerc~al International Investment Bank (CIB) ARCE then 
proceeds to procure and award sub-grantees for the proposed actlvlties Some of the planned 
actlvitles are ~mpleinented directly by ARCE, other actwties are mplemented by other 
~nstltutions or individuals The EAF Project ~ncludes the followmg Components 

1) Promotion of the conservatlon ot cultural resource (Program 1) Th~s  IS the 
mst~tut~onal development component ot the project which provides traming to SCA 
staff in excavation, conservation techn~ques, documentation and museum management 
Training is prov~ded both locally and In  the U S 

2) Preservation and restorat~on projects (Program 2) This 1s the pnnc~pal 
component ot the project whlch finances sub-grants for conservation actlv~ties Under 
these act~vltles, conservatlon procedures w~ll be carried out on more than 20 
antiquities sltes Sites selected are trom the Prehistoric, Pharaon~c, Greco-Roman, 
Coptic, Islamlc, and other periods 



PROJECT STATUS The Grant Agreement was s~gned on November 3, 1993 On May 
19, 1994 the EAF Project Committee approved the Fmt Cycle ot Sub-grants This cycle 
iiicludes 14 activtties (sub-grants), and has a total budget of L E 19,369,000 ($5 7 mdlton) 
Cycle One Plan mcludes eight restoratlon and documentation actlvltles and six inst~tut~onal 
development activities The restorat~on activities ~ncludes historical sttes In the Medteval 
Islamic and Coptic areas of Catro The activities also mclude Pharaonic and Prehistoric sites 
in Luxor and the Sinai Work is underway in most Cycle One Sub-grants 

On June 25, 1995 the EAF Project Cornm~ttee approved the Second Cycle ot Sub-grants 
This Cycle includes 17 activlties and has a total estimated budget ot L E 15,425,475 ($4 5 
~n~llion) Cycle Two Plan ~ncludes 12 conservation and documentat~on act~v~ties and five 
~nstitutionnl develop~nent and tralning activlties The conservation actlvlties include 
Pllaraon~c monuments, Graeco-Ronian monuments, Medieval Isla~nic monuments and a 
jynagogue Worh has started on most ot Cycle two Sub-grants Requests tor sub-grant 
~~roposals tor a Th~rd Cycle ot Sub-grants wdl be advert~zed in the Fall ot 1996 

On July 2 1 ,  1997 the EAF Project Co~nm~ttee approved the Third Cycle ot Sub-grants 
Cycle Three Plan ~nciudes nme actlvlties and has a total est~mated budget of L E 4,022,327 
The plan mcludes one institutional development and traintng activtty and e~ght 
docunientat~on, conservation and restoratlon activlties The documentation and conservation 
activltles ~nclude three Pharaon~c monu~nents, two Graeco-Roman monuments, two medieval 
Islamic monuments, and one Coptic Byzantme actlvlty 

As a result of the approval ot th~s  th~rd cycle, ARCE rece~ved, In the Egypt~an Antiquit~es 
Trust Account, the last tranche ot relnalnlng tunds 111 the grant agreement The EAF grant 
agreement is scheduled to explre In October 1998 USAID is currently considering a request 
by ARCE to extend the grant agreement an additional year or two Atter the grant 
explratlon date, ARCE w~ll cont~nue tunding subgrants through the Egypt~an Anttqu~t~es 
Trust Agreement which extends to the year 2005 The Antiqu~ties Trust Agreement w ~ l l  
enable ARCE to complete all conservation actlvltles started under the grant agreement 

I1 GOAL & OBJECTIVES OF THIS ASSESSMENT 

The goal of thts technical assessment IS to determine how successtul the grantee (ARCE) has 
been in its efforts to adinmster a program ol: subgrants to restore and/ or preserve 
Pharaonic, Copt~c, Islani~c and other Egypt~an antiqulttes and ach~eve ~ t s  two goals ot 

1) Promot~on ot the Conservation of Cultural Resources (reterred to as Program I), 
and 

2) Preservation and Restorat~on Projects (referred to as Program 2) 

The assessment w~ll  prov~de sufficient data and recommendat~ons to determme USAUD's role 



and inputs dunng the Antiquities Trust Agreement perrod following the grant agreement 
completion date (October 3 1 ,  1998 to March 3 1 ,  2005), thls period 1s hereafter reterred to 
as the "Post-Grant Period" 

The assessment will also d~scuss ARCE's recent request to extend the grant agreement period 
tor an additional year or two The assessment will determine what could be achieved in such 
an extension to improve transition Into the Post-Grant Per~od 

SPECIFIC TASKS 

Through the review ot project tiles, technical reports, field vis~ts and meeting with key 
~ndividuals ~t IS proposed that the contractor imdertahe the toIlowmg tashs 

1 Evalrrate Ptwress of Trrbgiarits Under th~s tash the consultant L J I I I  evaluate progress 
to date In subgrants In c o m p ~ ~ s o n  to or~glnal grant schedules and subsequent revlsed 
schedules The co~~suitant will also evaluate the techn~cal qual~ty ot the work 
provided to date and deternme l t  the completed work IS In accordance to international 
conservation standards and conventions This task will determre the general pace of 
work in the subgrants The consultant should also revlew delays In subgrants and 
determine ~t these delays are spec~fic to the part~cular subgrants or do they reflect a 
problem In the ARCEJEAF management system ( th~s partrcular quest~on overlaps w~th 
components of task 2) 

Speclfic Objectives ot this task thls task should answer the tollow~ng quest~ons 

- Are the subgrants progressmg at an adequate rate that will enable them to be 
completed by the year 20053 
What IS the qual~ty of the work completed to date under Program 2 3  

- What IS the quality ot trainlng and inst~tutlonal development achvities provided 
under the Program 1 sub grants^ what IS the Impact ot this tralning on trainees 
and the~r roles in SCA (this tash could ~nclude interviewing some of the 
tramees)" 

2 Evaluate the Grarzt Mana~ement and Fzrzarzcral Svstems Under this task the 
consultant w ~ l l  revlew the tinancml statements and audit reports ot ARCE and the 
EAF Grant and the CIB tinanc~al reports and revlew ARCE s EAF team organizabon, 
responsib~lit~es of each member, work load, etc The consultant will also review the 
function ot the CIB Trust Account and ~ t s  operations The objectives of this task w l l  
be 

- On the management slde Determne 11 the exlstlng EAF staff IS adequate and 
sufficient to manage the existing number and type of subgrants, 



- On the tinanc~al s~de  Determine the adequacy and effic~ency of the ex~sting 
financial systems and financ~al reporting systems of the ARCE/EAF Grant 
and the CIB Trust account 

Also on the tinanclal slde Rev~ew ARCE's budget estmates tor the Post- 
Grant period and analyze ARCE's tinanclal needs and cash tlow durmg that 
period and prov~de reco~nmendatlons regarding management ot operat~onal 
expenses atter the grant completion In October 3 1 ,  1998 

- Provlde recommendat~ons to improve ARCEYs management and financial 
system and USAID's nion~tor~ng system (niainly 111 the Post-Grant period) 

Note T h ~ s  taA will rely on the revlew ot exlstlng reports and ~ntormatlon collected 
In the vnnouh EC) F finclncml clud~ts especially the FY 97 M I I ~  and will not theretore 
include a new tinanc~al aud~t 

3 P~ovzde I e~ornme~zclclt~ons to Implove the G ~ u n t  Management System Based on the 
data collected alld intor~nat~on gathered, and the Issues ~dent~tied, the consultant w111 
provlde recommendat~ons to Iniprove the management ot the grant during the 
reinaining perlocl ot the grant (wh~ch may Include the proposed extension) and dunng 
the Post Grant per~od T h ~ s  tash will spec1 ficall y prov~de recommendations regarding 
the follow~ng Issues 

- Do USAID m d  the EAF Cotnm~ttee need to continue thelr ~nvolvement after 
the grant complet~on date and what should be the t o m  and level ot 
involvement (based on evaluat~on ot progress to-date and the issues identified), 

How could USAID and ARCE Improve management ot the EAFV 

- Recommendations regarding some ~niportant subgrant Issues ( ~ f  applicable) 

- What type ot momtorlng system (reports, tieid trips, meetmgs, etc ) will 
USAID require In the Post Grant period' 

- Is the recently proposed grant agreement extension just~tied to improve the 
transition tram the Grant Agreement to the Post-Grant PenodV and it so, what 
will be the goals and target activities that have to be completed betore the end 
ot the grant agreeinent to tacllitate the transmon7 



IV GUIDANCE AND DIRECTIONS/COLLABORATION 

For all lssues related to technical and financial illatten, the Consultant w~ll receive gu~dance 
and d~rections trom the USAID project otticer tor this activity Mr Seitalla Hassanein The 
Grant Otficer (Procurement Otficer) tor this activity, and the M~ssion Evaluation Otficer will 
also be involved w~th the Project Otficer In reviewing the consultant's reports and In 

meetlngs to revlew grant lssues The Consultant w~ll undertake th~s assessment study In  

close coord~nation with the grantee, the Amencan Research Center In Egypt, the Cominerc~d 
International Bank (CIB) and the Supreme Council ot Ant~quit~es (SCA) 

V REPORTING REQUIRIEMENTS 

The toilow~n;: report\ ~ 1 1 1  be prepmrl by the Contrxtor F~ve  copes ot each report should 
be subm~tted to USAID 

( I )  Work plan -- W ~ t h i n  two (2) working days ot the cominencement ot th~s assessment, 
the Consultant should subm~t to USAID a worh plan that ~ncludes a prel~mlnary plan 
on how the Consultant wlll itndertahe the above described tasks, content of the 
deliverables, and tlm~ng ot their subm~ssion (a two page document) 

(2) Draft Assessment Report -- Two ( 2 )  weeks atter the commencement ot this 
assessment, the consultant w~ll prov~de US AID a dratt assessment report wh~ch would 
satisfy all the major tashs reqit~red In Section I11 (above) This dratt report would 
also include all the inajor tindmgs ot the consultant and preliminary 
recommendations The preliln~nary draft assessment report should not exceed 10 
pages 

(3) Fznal Assessme~rt Repot2 -- Two weeks atter USAID revlews and approves the Draft 
Assessment Report, the consultant w~ll subinit the Fmal Assessment Report (five 
cop~es) This report w~ll be around 10- 15 pages and should ~nclude an executive 
summary (one page) llsting the major tindmgs and recommendations The final 
report will also Include a conclus~on and recolninendat~on sectlons wh~ch glves the 
consultant's final oplnlon and reco~nmendat~ons on the vanoils Issues raised In the 
tasks section (Sectlon 111 above) 

VI LOGISTICAL SUPPORT 

The Contractor will be respons~ble tor all the logistical support 



TECHNICAL ASSISTANCE REQUIREMENTS 

The Consultant shall provide the necessary expertise to carry out the tasks described in 

Sectlon 111 The m~ni~nal statf required are the tollowing 

(1) Team Leader/ Evaluation Expert The Task Team Leader will be responsible for the 
overall management of thls assess~nent Specifically, helshe will ensure that all the 
speclfic tasks are completed and will be dlrectly responsible tor draftlng the Mld- 
Term Assessllient Report The Team Leader will also coordinate the inputs of the 
Conservation Expert and the F~nancialIManage~nent Expert 

The teain leader must have an academc background and protess~onal expertlse that 
qualify him to manage th~s assessment He sho~~ld be able to evaluate the 
management capab~l~ty ot a ~ n e d ~ u ~ n  x x t l  non-profit organmtlon The team leader 
should be tam111ar w~th USAID projccts and should have expertise In conductmg 
evaluat~ons and assesslnent ot USAID projects, grants and cooperative agreements 
The team leaders should be tluent In Engl~sh and have good proven wnting sk~lls the 
Team leader should have previous evperlence In wntlng project evaluation reports 
Prev~ous experlence in Egypt IS an advantage Prev~ous expenence in evaluating 
USAID grants ot n slmlar nature IS an advantage Prev~ous experlence in  antlqu~ty 
conservation projects is an advantage Total est~mated level-of-etfort is 19 person 
days 

(2) Conservatzort Ernert The conservatlon expert niust have an academ~c background 
and protess~onal expertlse to allow h i m  to adequately evaluate the techn~cal 
conservation components and the piogress made to date In the EAF actwty Most ot 
these actlv~t~es tund conservatlon and restoration ot h~storic stone structures (med~eval 
mosques, Pharaon~c tombs, Pharaonic temples, etc ) Helshe should have expenence 
In the conservatlon ot antiquity monuments Speclfic experlence In Egypt IS 

recommended Helshe should have experience in  wri tmg project reports Fluency In 
Engllsh and good, proven, wrlting slulls are reqwred Total estimated level-of-effort 
IS 14 person days 

(3) financzal/Marzuaement Exnet? The tinanc~al management expert must have an 
adequate academ~c background and sutfic~ent protess~onal experience to allow h ~ m  to 
adequately evaluate the EAF inanagelnent and financ~al systems Prev~ous expenence 
in evaluatmg tinancial and management systems ot projects operated by NGO and 
Non-protit organizations Previous expenence w~th USAID financed projects IS 

recommended Prev~ous expenence In Egypt and In conservatlon activltles IS an 
advantage Fluency In Engllsh and good wnting skills are requ~red TotaI estlmateci 
level-ot-etfort IS eight person days 
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PERSONS CONTACTED 

Amer~can Research Center m Egypt, Inc (ARCE) 

Jaroslaw Dobrowolski, EAP Technical Director 
Mark M Easton, Cairo Director 
Hussein Raouf, Egyptian Antiquities Project (EAP) Finance Manager 
Cynthia L Shartzer, EAP Grant Administrator 
Robert K Vincent, Jr , EAP Project Director 

U S Agency for International Development (USAID) 

Se~falla Hassanein, Project Officer 
Jon O'Rourke, Program Officer 
Phillip S Tresch, Contracting Officer 

Project Personnel 

Agnieszka Dobrowolska, Contractor and Restorer, Sabil Kuttab Nafisa Al-Bayda in Medieval 
Cairo 

W Raymond Johnson, Field Director, Epigraphic Survey, Oriental Inst~tute/Univers ity 
of Chicago, Project Director, Luxor Temple, Medinet Habu 

Hiroko Kariya, Restorer, Luxor Temple 

Commerc~al Internat~onal Investment Bank (CIB) 

Amira Hussein, Birgas Branch 
Hanaa Tawfik, Assistant Manager, Accounting Services, Birgas Branch 
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ANNEX C 

INTERVIEW PROTOCOL 

1 Is there a standard format for reporting progress on subgrant implementat~on? Does this 
include the percentage of the budget spent and comparison with objectives as stated in the 
proposal and grant agreement? 

2 Is there a clear understanding with USAID about when annual reports are due? Are the 
reports due according to the U S federal government's fiscal year? Or calendar year? 
Whj are annual reports due in April-May from the past year? 

3 Is there a system for following up and evaluating the impact of training programs? If yes, 
please provide docurnentat~on for it 

4 Is there a system for determining training needs and priorities before developing and 
implementing training programs (I e , is training supply-driven or needs-driven)? 

5 Is ARCE making a plan for 1998-2005, for the remainder of the grant? Does this include 
suggestions for USAID's role, budgets, training, culling some projects and developing 
replacement projects? Include a search for institutionally viable projects wh~ch are socio- 
culturally and politically acceptable? 

6 Were the recommendations of the 1994 audit (Coopers and Lybrand) for guidelines for 
drug-free workplaces and civrl rights added to the new ARCE manual? What are the 
manual's contents? How will staff become familiar with the contents? 
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Cycle One Grants 1994 
1 Ibn Barquq 

Penod Islamic/Mamluk 
DocumentationIConservation 

2 Bab Zuweila 
Period IslamicIFatmd 
Documentation 

3 Saleh Tala'i 
Period Islanlic/Fatimid 
Documentation 

4 Bayt Al-Razzaz 
Period IslarmclOttoman 

5 Coptic Area 
Penod Graeco-Roman 
DocumentatiodSite Presentation 

6 ARCE F~eld School 
Traimng/Institutio Devm 

7 Dar Al Kutub/Manuscr~pts 
ConservatiodPublication 

8 Luxor Temple 
Period Pharaomc 
Conservation 

9 Medieval Zone Database 
Period MedievalIIslamic 
Documentation 

10 Smai Salvage (North) 
All periods 
Salvage 

11 Sinai Preservation (South) 
Penod Prehistoric 
Documentatron 

12 Valley of the K~ngs 
Penod Pharaomc 
Feasibility Study 

13 Conservation Lab 
Procuren~ent/Conservatioii/Traimng 

14 Museum Management 
Traii~iiig/Iilst~tutioinl Devm 

SUMMARY AND CURRENT S 
US 

Planned 

'ATUS OF SUBGRANTS 

Project Status 

Negotiating with subgrantee 

Cycle One activity is complete, Cycle Two activity is scheduled for 
Spnng 1998 

Waiting for completion of sewage work - 
Contractor discussions suspended 

Had to reapply for SCA approval, should begin Spnng 1998 

4th tramng season to begin Fall 1998 
Trying to resolve issues with officials, did not supply matenals 
as requested 

Scope of work for Phase I to be wntten In 1998 

Waiting for SCA approval for 2nd phase, 1st phase has been completed 

Waiting fox SCA to provide building 



SUMMARY AND CURRENT STATUS OF SUBGRANTS (contmued) 

Cycle Two Grants 1995 
1 Abydos 

Penod Pharaomc 

Art~facts (Alexandrra Lab) 
Adaptive Re-use 

3 Ca~ro Mappmg Project 
Period Medieval 
Mapping 

4 Conservat~on Educat~on 
TraimnglInstitutio Devm 

5 Copt1c Icons 
Penod Copt~c 
ConservationlTrainmg 

6 Cultural Resource Management 
Traimng 

7 Dakhleh Oasis 
Penod Pharaomc 
Conservation 

8 Graeco-Roman S~te 
Penod Graeco-Roman 
Conservation of Mosaics 

9 Hayyim Capus~IMa~momdes 
Period Med~eval 

I Period ~ e d i e ~ a l / ~ s l a m ~ c  
Documentation 

11 KV55 Tomb 
Penod Pharaomc 
Conservation 

12 Medmet Habu 
Period PharaomcIRoman 
Documentat~on/Conservation 

13 Pest Control Nettlng 
Per~od Coptic 
Conservat~on 

US 

flanned Delayed 

x Subgrant not signed yet, &scussions ongoing 

x 

x 

Waiting for materials from SCA 

Will begin after Cycle One lab has been completed 

Waiting for team responses to questions about the proposal 

Subgrantee loolung for project dlrector 

x Waiting for SCA approval, will recheck team's avalability 

Changed sites, need to test ground water before work can begin 

Waiting for SCA approval of on-slte recordng 

x RFP to be prepared In Fall 1998, need to Identify a new consultant 



SUMMARY AND CURRENT STATUS OF SUBGRANTS (contmued) 

Cycle Two Grants (contmued) Complete Ongoing 
14 Sabd Kuttab Nafisa Al-Bayda 

I Penod Islarnic/Ottoman I I X 

Penod Pharaomc 

Penod Pharaomc and other 
17 Bab Zuwe~la 

Penod Islamic/Fatlrmd 
Conservation 

Cycle Three Grants 1997 
1 Alexandna Mosa~cs 

Penod Graeco-Roman 
ConservatiodPresentation 

2 Bw Umm Fawakhlr 
Period Coptic 
DocumentatiodSite Preservation 

3 El-Muzzawakha Tomb 
Penod Graeco-Roman 
ConservatiodPresentation 

4 Hlerakonpol~s 
Penod Pharaomc x 
Conservation 

5 Inst~tute of Naut~cal Archaeology 
Procurement of Equipment 

6 Karnak Statue 
Penod Pharaomc 
Documentation/Conservatton 

7 Ramesses VI 
Perlod Pharaomc 
Conservation 

8 Sabd Mohamed Ah 
( Penod Islamic I I 

ConservationIAdaptive Re-use 
9 Three Houses m Cawo 

I Period Islam~c I I X 

Scheduled to open May 1998 

US 

Planned 

3 

X 

X 

X 

X 

X 

X 

X 

X 

X 

Discussing proposal with subgrantee 

Delayed 

X 

- 

Fonsultant for Phase I to be hired Summer 1998, Phase I1 unplementation 
scheduled for Fall 1998 

S~hedulea for Apnl 1498, 1st phase completed in Cycle One 

Work onsite will start in Apnl 1998 

Need to clarify issues before slgntng subagreement 

Need to clanfy issues before sigmng subagreement 

Need to resubmit application to SCA 

Need to submit applicat~on to SCA 

- -- - -- 

Waiting for SCA approval 

Wamng for SCA approval 
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ANNEX E 

TECHNICAL REVIEW OF SUBGRANTS 

INTRODUCTION 

Site visits were conducted with ARCE's project director and technical director to the 
following projects Small Temple of Amun at Medinet Habu in Luxor and the conservation 
of the inscription fragments of the Great Temple at Luxor, Zawiya-Sabil Faraq Ibn Barquq, 
Bab Zuweila, Mosque of Saleh Tala'i, Bayt Al-Razzaz, Sabil Kuttab Nafisa Al-Bayda, the 
renovation project of the Three Houses in Cairo, in Islamic Cairo, and, the two new rooms 
in the Cairo Museum 

Information on all of the subgrants was obtained from documentat~on material, reports 
given to the evaluation team, and interviews w~th ARCE personnel 

Due to lack of time, the evaluation team was not able to examine some of tte reportedly 
successful and completed projects The employment of professional conservators on these 
activities assured that the quality of work was as good on those as on the other completed 
projects 

CYCLE ONE 

Zawlya-Sabd Farag Ibn Barquq 

Originally, there was d~fficulty in identifying contractors interested In this project 
Differences regardmg the conservation work have been discussed with the only interested 
expert ARCE has requested that he execute the project after his return from other work If 
he is not available, an ARCE staff member will be assigned to coordinate and commence 
project work 

Bab Zuwella 

Cycle One involves documentation of the monument only This activity is complete 

Mosque of Saleh Tala? 

Architectural documentation has contmued ARCE is waiting to see the effect of the 
sewage work Consolidation work in the pulpit will begm in 1998 while conservation work 
on the roof IS scheduled to start in the year 2000 



Bayt Al-Razzaz 

Problems with the preferred contractor caused suspension of discussions Emergency 
shoring and cleaning activities were accomplished 

Copt~c Area of Cawo 

It will take one year for the contractor to complete this project once it begins, startup is 
planned for April 1998 The project has already been approved by the SCA 

ARCE F~eld School 

Three successful seasons have been completed A new season i:, scheduled for the fall of 
1998 The thlrd season was delayed by almost 6 months because a list of candidates was not 
received from SCA when it was originally requested by ARCE (Winter 1997) 

Based on the report and evaluation of the participants, basic skills and knowledge and 
familiarity with English archaeological vocabulary was learned (Most of the trainees had 
little or no comprehension of English terminology ) The trainees most appreciated learning 
about the less impressive but historically important finds They requested additional time for 
using the most sophisticated pieces of equipment (survey Instruments and cameras) The 
trainees also were enthusiastic about the techniques of physical excavation 

It is hoped that some of the tralnees will be promoted after their participation in this 
training program However, it is debatable whether they will be able to use computer skills 
for archival purposes In one case, a trained inspector showed good judgment by canceling 
a project which did not meet international standards 

Dar A1 KutubJManuscnpts 

This project is almost three years behind schedule because the Dar A1 Kutub officials do 
not want to commit themselves They have not been willing to provide ARCE with the list 
of manuscripts to be produced as facsimiles nor have they allowed ARCE to physically view 
and examine them as ARCE had requested The reason for the lack of progress seems to be 
that Dar A1 Kutub officials are reluctant or unable to undertake the planned activities ARCE 
plans to try to resolve the issues by working wlth a textual speclalist known to both ARCE and 
Dar A1 Kutub officials, and with the new chairman of the board of directors 



Lwor Temple 

This project 1s well-established in terms of procedure 

Meleval Zone Database 

After clarification of the issues, a new scope of work for Phase I will be written in 1998 

Smal Salvage (South) 

This activity is complete 

Smai Preservation (North) 

This activity has been completed, field work was finished as scheduled 

Valley of the Kmgs 

Although the first phase of this project has been completed, the second phase has been 
postponed because of a security clearance issue Administrative issues need to be resolved by 
ARCE and the new SCA chairman 

Conservation Lab 

It was intended that the SCA contribute to this project by providing the building USAID 
through ARCE, has ag~eed to purchase the equipment for the laboratory However, SCA has 
not made a decision about which building will be provided for the lab USAID is reviewmg 
the addition of an enhanced training component to the lab as part of its separately funded 
Development Training (DTII) program 

Museum Management Tralnrng 

Training was conducted in the United States for 16 SCA employees The trainees learned 
about museum security systems (some employing inexpensive and practical devices, which 
they hope to apply in their museums) and making museums friendly to children (low display 
cases, special days for chilren, gifts attractive to children), which should contribute to raising 
the overall interest of and education in antiquities, which is of ongoing benefit for the future 
Egyptian society Trainees also received information about fundraising and the legality of 
selling antiquities, although it is debatable whether this experience can be used within the 
Egyptian economy 



The renovation of an exhiblt for royal jewelry in the Egyptian Museum is complete, it 
involved several of the participants from the training program 

CYCLE TWO 

Abydos 

Thls project has not begun and a subgrant agreement has not been slgned D~scussions 
have been held based on the initla1 proposal The project has been delayed due to the new job 
and busy work schedule of the dlrector and slte dlrector The director wlll work through New 
York Uni1rersity 

Conservation Laboratory for Submerged Artifacts (Alexandria Laboratory) 

This activity has been completed 

Ca~ro Mappmg Projects 

There was an underestimation of the time required by the contractor There were also 
delays due to other commitments of the project d~rector and unavailability of some of the 
archival material The contractor was being denied access to the archives by the SCA, 
eventually, access was approved 

Conservatlon Education 

This project is tied to the Conservatlon Lab m Cycle One, which 1s delayed Tralning will 
be able to begin after Cycle One actlvity 1s complete 

Conservation of Coptic Icons 

This project IS partially funded by the Dutch Many influential people have been 
involved, includmg the church itself ARCE is awaiting clarification of major questions from 
the team of experts before the project can begin 

Cultural Resource Management 

The subgrantee has submitted a preliminary budget but cannot find a project manager 
The subgrantee will contlnue to look for someone for a few months but will withdraw if not 
successful ARCE would then consider managing the project with another group who has 
experience in similar training 



ASSOCIATES 

Dakhleh Oams 

This activity has been completed 

Graeco-Roman Site 

ARCE is waitlng for approval from SCA They will discuss the project with the new 
chairman and find out if the team is still available 

Hayyun Capusi/Ma~morudes Synagogue 

After a report on existing condttions and a scope of work for conservation on Hayylm 
Capusi, the decision was made by ARCE not to proceed The project was suspended after the 
documentation phase was completed However, ARCE IS not discouraged and has decided to 
change to the Maimon~des Synagogue, this change was approved by USAID T h ~ s  project has 
not been initiated yet, however, ground water investigation and photodocumentation are 
planned 

The initla1 bibliographic search for previously published inscriptions was completed 
Some onslte photography has been conducted and the negatives have been scanned into the 
data base ARCE continues to work on obtaining SCA approvals for onsite recording 

KV55 Tomb m the Valley of the Kmgs 

This activity has been completed 

Small Temple of Amun at Medmet Habu 

The documentation of the monument is excellent and is restricted in areas that require 
consolidation according to the subgrant, namely the roof and foundations The materials used 
respect the Venice Charter standards, that IS, they secure reversibihty of the restoration work 
Some consolidation activities tested and secured the older interventions (H beams inserted into 
the ce~ling beams) However, no proposal exlsts for replacing a few small iron 
clamps-staples of the prevlous restorations The latter occur ~n a few blocks, they are already 
rusted, however, with no slgns of expansion Despite the changes of the ~ n i t ~ a l  plan, the 
foundation blocks were not removed and the whole project was completed w~thin the planned 
time schedule Further delays in the delivery of stone by the quarryman did not affect the 
project The latter is managed by Chicago House, an institution with experience on this 
part~cular site 



Pest Control Nettmg m Coptlc Calro 

The consultant that was to provide assistance to ARCE with the specifications was not 
available, a new consultant needs to be ~dentlfied 

Sabll Kuttab Nafisa Al-Bayda 

Conservation work proceeded well and is expected to be completed by the spring of 1998 

Tomb of Parrenefer 

ARCE is waiting for responses to questions on the revised proposal submitted by the 
subgrantee 

A consultant for Phase I is to be hired In the summer of 1998 Phase I1 1s scheduled for 
the fall of 1998 

Bab Zuweda 

Physlcal conservation work w~ll begin m April 1998, after discussions are concluded about 
the work plan and a subagreement 1s slgned 

CYCLE TWREE 

Work will begm onsite In April 1998 

The expert works through the University of Chicago Issues need to be clarified and a 
subagreement slgned In addition, the tlme period for the data to be processed through the 
university's administrative system is lengthy 

El-Muzzawakha Tomb 

This activlty 1s the second phase of the Dakhleh subgrant The proposal to build the 
replica of the tomb for the vu~tors' center is bemg studied 



A new proposal was prepared because the original budget was too high The 
subagreement was signed in February 1998 

Institute of Naut~cal Archaeology 

The subgrant application needs to be resubmitted for SCA approval 

Karnak Statue 

The proposal needs to be submitted to SCA 

Ramesses VI 

ARCE is waiting for SCA approval 

Sabd Mohamed Ah Pasha 

ARCE is waiting for SCA approval 

Three Houses m Cawo 

The subagreement was signed in February 1998 and the project has begun 

SUMMARY 

ARCE appears quite strict and efficient in controlling the subgrantees and requires 
adherence to the scope of work and the specifications The main causes of the delays are as 
follows 

Three projects from Cycles One and Two are still waiting for approvals1 
securlty clearances by the SCA The year 1997 seems to have been both 
critical and very d~fficult for ARCE with the change of personnel in the SCA 

ARCE7s administration is not willing to fund two projects before coordination 
and internationally accepted standards are confirmed and secured by 
subgrantees This appears as a delay 

ARCE suspended the Sinai Salvage (North) project after its first phase was 
completed In the Tomb of Parrenefer project, the conservator changed the 



scope of work and the revised scope is no longer consistent with the initial 
requirements The ARCE project dlrector thinks that the subgrant cannot go 
forward and consequently that ~t should be canceled (It is currently under 
cons~deratlon by the ARCE committee ) 

After the report on existmg conditions and scope of work, it was decided that 
the conservation of Hayyim Capusi Synagogue was not going to be feaslble 
However, because the Hayyim Capusi monument represented the only Jewish 
monument In the llst of 40 subgrants, ARCE decided to change to the 
Maimonides Synagogue 

In addition to the four trainlng programs ~mpiemented, on-the-job tralnlng is 
taking place m the field at various projects Also, mdividuals trained in one 
project are being used in other projects, thus accelerat~ng the progress of 
future work 

Some subgrants are held by U S urllversities which have taken from 6 months to a year 
for information, data, and requests to go through then- administrative systems The long 
admlnistratlve process has been part of the cause of the serlous delays in two projects In Cycle 
Two 
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ARCE SUBGRANT AWARD PROCESS 

Egypt~an Ant~qu~t~es Project 
Under USAID Grant No 263-0000-G-00-3089-00 

Closing Date 
October 12 1993 
October 31 1994 
November 7, 1994 
December 12 1994 
December 15 1994 
December 28 1994 
December 28 1994 

Conservator(s) 2 12 2 
Surface Water Consultant I 37 0 0 

(January 15 1995 l~al ley  of Kings Phase I Proposals 

ianuary 29 1995 IMuseum Management I Pro~osals 1 3 1 5 1 1 I 

Subgrant 
CPA Review 
Dar A1 Kutub 
ARCE Field School 
Photo Documentation 
ARCE Field School 

5 14 1 I 

Februarv 5 1995 1 Histonc Cairo/Roman Cairo 1 Ground Water Consultant 1 24 I 40 I 2 I 

Pos~t~on/Implementat~on 
Review ARCE/Produce PPM Indlrect Cost Proposal - 

Manuscript Consultant 
.. 

Field School Consultant 
Pre bid Site Visit 

Fleld School Dlrector 

IJulv 27 1995 I North Sinai Salvage 1 Pro~osals 1 6 I 39 I 1 I 

Bab Zuweild -1 Photo Documentation 
Saleh Tala'i Photo Documentation 

+------ I 
- 

(September 30 1996 /old Cairo RFP 1 Proposals 9 112 1 I 

# Proposals Rece~ved 
4 
2 - 
1 
3 
0 

-- 
February 15 1995 1 ~onservat~on Projects Cycle Two Proposals 

3 
3 

I 

July 3 1998 ( ~ a ~ t  A1 Razzaz I Emergency Repairs in the North Wing of the Eastern Courtyard I I 

1 
1 

# RF'Ps D~str~buted 
4 
5 
2 
7 
7 

Mav 31 1995 I Ground Water Pro~osals Ground Water Consultant 5 40 1 
29 

Cq cle Three Proposals 
Apnl3 1997 Old Cairo Clarification Proposals - 
April 15 1997 Ibn Barquq Pre-quahfication Documents -- 
June 23 1997 Conservation of C o p t ~  Icons Proposals 

Bunker demolition m the Western Courtvard 

# Selected 
1 
0 
1 
1 
1 

65 

29 
4 
1 
2 
2 

18 

106 
4 
4 
10 
2 

9 
1 
0 
1 
1 



ANNEX G 

EGYPTIAN ANTIQUITIES PROJECT (EAP) 
FINANCIAL AND BUDGETARY ANALYSIS 



ANNEX G 

EGYPTIAN ANTIQUITIES PROJECT (EAP) 
FINANCIAL AND BUDGETARY ANALYSIS 

EGYPTIAN ANTIQUITIES FUND (EAF) 

A trust fund agreement between the U S Agency for International Development 
(USAID), the American Research Center in Egypt, Inc (ARCE), and the Commercial 
International Investment Bank (CIB) was set up to disburse the funds to the grantee The 
effective period for the trust fund agreement is planned to remain in effect until the year 2005 
The idea of the trust fund is to finance program and operations activities from the interest 
generated from the antiquities trust fund 

ADEQUACY AND EFFICIENCY OF ARCE'S ADMINISTRATIVE MANAGEMENT 
SYSTEMS 

Meetings were held with ARCE's EAP grant administrator, who gave an explanation of 
the administrative and some financial management aspects of the EAP The financial 
statements for the year ended June 30, 1997, and the report of independent accountants 
(Coopers and Lybrand) were provided This report covered all of ARCE activities, with EAP 
a part of it 

It is worth noting that the year 1997 has witnessed a major surge in assets with cash and 
equivalents nearly doubling from U S $10 9 million in 1996 to U S $19 million in 1997 
In addition, 1997 witnessed grant receivables from USAID of U S $23 7 million, brmging 
a growth in the total assets over 3 times in one year from U S $12 4 million in 1996 to U S 
$43 8 million in 1997 

The notes to the financ~al statements of the auditors' report show that ARCE reports its 
net assets in three classes unrestricted, temporarily restricted, and permanently restricted 
Unrestricted net assets are either not restricted by donors, or the donor-imposed restrictions 
have explred Temporarily restricted net assets contain donor-imposed restrictions that require 
ARCE to use or expend the assets as specified Permanently restricted net assets contain 
donor-imposed stipulations that requre the resources to be maintained permanently, but permit 
ARCE to use or expend part or all of the income and gains derived from the resources (see 
the report of the aud~t, p 5) 

A small, insignificant portion of ARCE7s net assets n in the form of unrestricted net assets 
(U S $997,000 out of $28 m~llion), suggestmg that there are donor-~mposed stipulations that 
require the permanent maintenance of resources On the one hand, this could mean that ~f 



ARCE were left to manage USAID monies, those would remain restricted funds On the other 
hand, ARCE is permitted to expend part or all of the income and gains derived from the 
resources 

While assets were on the rise, both operating expenses and program expenses were 
significantly lower than the budget Operational expenses are those expenses related to 
administering the EAP while program expenses relate to the subgrant activities in restoration, 
documentation, and training activities 

The 4-year grant total shows operating expenses of LE 6 5 million and program expenses 
of LE 7 5 million, averaging 1 6 million and 1 9 million annually, respectively There have 
been some political obstacles related to the Egyptian Supreme Council for Antiquities's (SCA) 
approval of projects that particularly reduced the activity in 1997 

GRANT MANAGEMENT SYSTEM 

Under the grant agreement, ARCE designs and administers a subgrant program to 
conserve Egyptian antiquities Plans for subgrant activities are organized into three funding 
cycles The subgrants in these funding cycles are either activities that have been proposed by 
ARCE in its original proposal or received as a response to an open request for subgrant 
proposals from Egyptian and U S academic/archaeological institut~ons The proposed plans 
are reviewed and approved by ARCE, the SCA, and the Interagency Committee Once the 
funding cycle plan is approved, USAID transfers the total estimated amount of the funding 
cycle to a trust fund established at the CIB ARCE then proceeds to procure and award 
subgrants for the proposed activities Some of the planned activities are implemented directly 
by ARCE, while other activities are implemented by other institutions or individuals 

The approval process sequence leading to project subgrants and the procedures have been 
reviewed The EAP grant administrator discussed the procedures and provided material 
previously submitted to the Coopers and Lybrand team describing this process The materials 
include a 21-point explanation of the steps involved in the process The subgrant solicitation 
system is competitive and appears to be fair and likely to yield important activities and 
competent subgrantees 

It has been noted by the Cairo ARCE director that there is significant disappointment on 
behalf of the rejected offerors The preparation of offers was viewed as being a detailed and 
costly process which makes the rejection a disappointment This in turn may create negative 
publicity for the project and EAP activities It may be worthwhile to consider conducting an 
initial level screening of offerors to have the less competent offerors receive notification of 
rejection before going into fully detailed, costly proposals 



ADEQUACY AND EFFICIENCY OF THE ARCE GRANT FINANCIAL 
MANAGEMENT SYSTEMS 

Meetings were held with the ARCE EAP finance manager, who was knowledgeable and 
competent in various financial practices and aware of details pertaming to the EAP financial 
activities The accounting system was summarized, with the chart of accounts viewed The 
system used is fully computerized, and has the capability of consolidating accounting entries 
and producing monthly financial reports both in standard and custom format 

The reporting system is capable of producing reports for actual operating results for the 
month, quarter, and year to date This, in turn, could be compared to budget figures or to 
show variance In addition, full grant year tracking for multiple years is also feasible The 
statement of operations shows sufficient detail of period revenues along with a breakdown of 
operating expenses by line item as well as program expenses by project These financial 
reports also include a monthly balance sheet which shows the monthly balance of the CIB trust 
account per the EAP account, the accrued interest income receivable, as well as the 
undisbursed grant funds committed 

The finance manager reconciles the bank statements for the month as a control procedure 
over the bank account and produces a reconciled bank statement report The accrued interest 
income receivable item in the assets gives the EAP management a clear tracking picture of 
funds and potential interest earned Accruals are made in the year end months (June is the 
end of the fiscal year, the grant year runs from November through October ) 

To monitor subgrants, ARCE produces a monthly report that shows the expenditures on 
various subgrant programs (Statement of Operations, Report No 88) That report lists the 
projects by cycle, has the actual costs for the month, the year to date actual costs compared 
to the budget, and the variance Report No 89 shows a similar analysis by quarter Report 
No 200 is a summary that shows the spending on subgrants for the total grant year over the 
4-year period 

The undisbursed grant committed line in the assets is important since it associates the 
actual program expenses with the committed funds in the following way 

Actual + Und~sbursed = Total Program Expenses (actual and committed) 

In some cases, a program that has committed expenses per the contract may have delays which 
will lead to some undisbursed committed funds The line item of undisbursed grant 
commitments is an important lnd~cator of delays in payment to the subgrantee due to program 
delays 



ADEQUACY AND EF'F'ICIENCY OF THE TRUST ACCOUNT FINANCIAL 
MANAGEMENT AND ADMINISTRATION 

ARCEIEAP management has the major role in the financial management of the fund 
EAP instructs CIB to open time deposits If currently CIB is only acting upon EAP's 
instructions, there is little decision-making by CIB on the best use of funds There are two 
main bank accounts at the CIB, Birgas Branch the operating expense imprest account and the 
antiquities trust fund account 

Operatlug Expense Imprest Account 

When the imprest account was set up, it was USAID's intention that one twelfth of the 
total operating budget for the initial grant period be replenished at the beginning of each month 
to maintain the imprest account balance of LE 725,666 (Trust Agreement, Article (3) 3 2) 
The main items appearing are disbursed checks for operating expenses such as staff salaries 

Antlqult~es Trust Fund Account 

This account contains the pool of funds, of which disbursement to subgrants takes place, 
making up the program expenses Each subgrantee has an account at CIB In addition, time 
deposits and the interest generated flow to that same account The EAP regularly monitors 
the account The reconciliation of bank statements is a check on accuracy 

The EAP management succeeded in negotiating with the CIB to obtain the USAID interest 
rate at 10 75 percent, USAID being a major client It compares with some rates at 9 5 percent 
previously earned by the EAP In addition to the prefe~red negotiated interest on time 
deposits, negotiations to earn interest on the fund account itself in addition to that earned from 
the certificates of deposit were successful 

The ARCEIEAP financial management structure is a fully fledged structure that is capable 
of handling the account with the role of CIB being mostly operational, as a bank handling the 
account activity, with the fund management and decision making in EAP's hands 

BUDGETS 

Each subgrant has a budget which must be approved by USAID Thls includes an annual 
operating budget over a 5-year period (Novemberl, 1993, through October 31, 1998) T h ~ s  
operating budget is detailed to the line item level Each program budget is also available by 
project 
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